An enterprise operates in a macroenvironment and in an industry environment. There are not only threats in the environment but also situational factors that are in favor of the enterprise as well. These are either chances or opportunities. Opportunities exist for agile enterprises. The agile enterprise is able to perceive them quickly and use them effectively. In this article, chances and opportunities are distinguished. This matter is discussed in the context of the situation's time horizon and complexity and of the enterprise's awareness of using them. In what follows, the segments of environment where opportunities can be searched for are presented as well as a typology of opportunities and the cycle of opportunity life span. On one hand, these topics are not discussed widely in the literature; on the other hand, they seem to be the basic components of opportunity theory, which should be elaborated to help enterprises in their process of becoming agile. This article synthesizes both literature and case studies. C
INTRODUCTION
In 1991, the concept of "agile manufacturing" was introduced to the literature (Goldman et al., 1991) as a competitive option to "lean manufacturing" (Womack et al., 1990) . As Kidd (1994) says, this competitive character of agility manifests itself not by following the lean concept methodology used by Japanese companies, but by performing a dramatic improvement in quality and using solutions in the field of organisation and management that are not used by competitors. It means that a company should acquire characteristics of agility, which will provide it with the ability to react immediately to changes taking place in its market environment by using its major assetknowledge.
Correspondence to: Stefan Trzcieliński, pl. Marii Skłodowskiej-Curie 5, Poznań 60-965, Poland. Phone: +48 61 6653692; e-mail: stefan.trzcielinski@put.poznan.pl Received: 12 July 2009; revised 31 January 2010, 4 July 2010; accepted 11 July 2010 View this article online at wileyonlinelibrary.com. DOI: 10.1002/hfm.20248 According to Goldman et al. (1995) , agility has four components: 1) delivering value to the customer, 2) being ready for change, 3) valuing human knowledge and skills, and 4) forming virtual partnerships. The first three do not distinguish it from the "lean" concept (Bicheno, 2000) , but the fourth one appoints a specific feature of agile enterprise, that is, networking with organizations, including the virtual one. Such a view on agile enterprise emphasizes agility as the ability to reconfigure the organization according to changes in the environment (Galbraith, 1997) . The organization reconfigures itself to provide a quick response to customers and to adopt goods and services to meet customer demands (Tsourveloudi & Valavanis, 2002; Yauch & Wright, 2007) . The enabling factors for such a response have been the flexible resources and information and communication technologies (ICT) .
The above characteristics of agile enterprise stress its features, such as the ability to be competitive, the ability to reconfigure its structure and form virtual organizations, and the ability to provide quick responses to customers and supply them with products that meet customer expectations. In this article, we stress opportunity as the crucial factor for agile enterprise and present an opinion that the concept is new, not because such an organization is able to reconfigure, satisfy its customers, and so forth, but because the agile enterprise needs a changeable environment only because such an environment generates opportunities. In this sense, the concept of an agile organization is a new paradigm of management.
If opportunity is what is necessary for agile enterprises, then some theoretical study on its nature should be conducted to help organizations understand what they should look for. As there is no such deliberation in the literature, here we attempt to outline some underpinnings for such a theory.
The existence of an agile enterprise is justified by the presence of opportunities. To use them, the enterprise should be bright, flexible, intelligent, and shrewd. Such features can be possessed by an enterprise as it is a sociotechnical system. All the features are reserved for human resources, which are the social components of organization; flexibility concerns both social and technical (technological) component of enterprise. Brightness is the ability to quickly perceive market opportunities and threats emanating from the environment. Flexibility is a feature of resources available for the enterprise, depending on the possibility of extending the scope of their use and the repertoire of the tasks that can be executed with the use of these resources.
Intelligence is the ability to understand the situations in which the company functions and finding intentional reactions in these situations. Shrewdness is the ability of an enterprise to quickly use the opportunities to beneficial it (Trzcieliński, 2007) . The features of agility refer to particular strips of opportunities, which are presented in Figure 1 . Brightness determines the strip of potentially available opportunities. Flexibility determines the strip of resources available opportunities, which are accessible with by using the enterprise's resources. Intelligence determines the strip of available opportunities, and shrewdness determines the strip of used opportunities.
As opportunities are crucial to the existence of an agile enterprise, to shape the enterprise's organization the nature of opportunities should to be studied. This article contributes to this aim.
OPPORTUNITIES AND CHANCES
The conditions for opportunities and chances are connected with:
• Events that appear in the enterprise's environment, • Intended goals of the enterprise or results of its activities,
• The necessary potential that is or can be at the enterprise's disposal to execute the activities to reach the goals or results.
The events are the changes of the state of features which are used to describe any good. In the context of opportunity, our consideration is of events taking place in the enterprise's environment (Certo & Peter, 1988; Dess & Miller, 1993; Strickland, 1993) .
A single event and configurations/systems of events create situations in the environment. That means that situations can be single or multiple events. Here, the single-event situation is called a "noncompound situation," and the multiple events are called "compound situations."
The situations can be in the enterprise's favor, can be neutral, can threaten the achievement of goals (Certo & Peter, 1988) or desired results of undertaken activities, or can encourage or discourage setting the goals and undertaking activities that should result in benefits. Accordingly, we will talk about favorable and unfavorable situations.
Whether situations in the environment are recognized by the enterprise as favorable or unfavorable depends on the disposable potential of the enterprise (Mintzberg et al., 1998; Strickland, 1993) . Here, "potential" means all types of resources: knowledge, people, structures, technology, equipment, materials, financial resources, and so forth, which are necessary in a given situation to achieve goals or desired results. The possibility of using these resources does not mean that it is necessity to own them. For instance, the enterprise can have access to knowledge by buying a patent or license, to the people by leasing them, to technology and equipment by outsourcing, and to financial resources by getting a loan.
The following kinds of relationships can be distinguished by the situation, goal, and potential: accuracy of the resources, plausibility of the goal, and contingent factors ( Figure 2 ).
Looking at the resources that are available to traditional enterprises from the perspective of the relation in which they stand to the situation and intended goal, we can judge them as appropriate or inappropriate. Inappropriate resources are the ones that are either excessive or insufficient. The excessive resources are evidence of waste, which can be reduced by using lean management's concepts, methods, and tools (Paez et al., 2004; Womack et al., 1990) . In contrast, a shortage of resources can delay goal achievement, cause partial achievement, or even prevent achievement altogether. Particularly, the goal will not be achieved when the opportunity has passed (end of opportunity life cycle). The agile enterprise is able to balance the resources with the goal by sharing them with other enterprises according to the model of open business, as it is in case of the agile virtual enterprise (Goranson, 1999) . Looking at the goal of enterprise from the perspective of the relation in which it stands to the resources and the external situation, the goal can be assessed as realistic or unrealistic. The goal is unrealistic when in a given situation the resources that are at the enterprise's disposal are insufficient. To assess if the goal is realistic, a balance method can be used. It depends on balancing the tasks with the resources that can be applied to execute the tasks. It is worth noticing that the problem of unbalanced resources is connected with the level of flexibility of an enterprise's resources. The problem is rather difficult when the resources are fixed, and relatively easy to be lessened in the case of an agile virtual enterprise, which shares most of its tangible assets as well as human resources with small and medium enterprises (Trzcieliński & Rogacki, 2004) .
The enterprise (more precisely, its decision-making center) has real influence on goals that are established and the resources it uses. In the short term, however, it has no influence on situations appearing in its environment, or its influence is strongly limited. In relation to achieving goals with the use of available resources, the situations can be recognized as favorable or not favorable. The latter ones in the best case can be neutral; in the worst can be recognized as threats. In contrast, the favorable situations can be recognized as opportunities or chances. The essence of the difference between them concerns the probability of the situation analyzed in the context of its time horizon, its completeness, and consciousness of it by the enterprise. Probability is connected with chance.
Situations Analyzed in the Context of Their Time Horizon
Currently existing situations are called the "certain" ones, whereas situations that are forecasted are called "uncertain." The certainty of a situation is determined by events that took place and the effects of these events currently existing as the value of environmental features. If such a situation is in the enterprise's favor, then it belongs in the category of opportunities. It does not mean that opportunities are only currently existing favorable situations. In the conditional mood, we can talk also about future opportunities. They are certain in the sense that they are models of reality that are postulated. We will call these situations as "existing" and "postulated" ones.
The uncertain but favorable situations are called "chances." The uncertainty means that such situations are probable in different degrees. The chances totally certain are identical to opportunities. Usually the longer the time horizon of the situation forecasted, the smaller the probability connected with the chance (Figure 3 ). The theory of strategic management offers a set of methods to analyze the environment and forecast its component changes and, on this basis, to define chances and threats (Certo & Peter, 1988; Johnson & Scholes, 1999; Lee & Schniederjans, 1994; ) . 
Situations Analyzed in the Context of Their Completeness
The situation can be favorable for achieving the goals by using available resources to different degrees. The degree depends on whether the situation is complete. The issue of situational completeness is associated with single-and multievent situations. A single-event situation is constituted by a single event and is always complete. The multievent situation, which is created by multiple events, can be (but does not have to be) complete.
The favorable complete situation, single-or multievent, always affects the enterprise in a most positive way. As such, it belongs to the category of opportunities. In contrast, the multievent, when not a complete situation, is less favorable than it could be, and its effect is burdened with probability. It also belongs to the category of chances (Figure 4 ). The more incomplete the situation, the less favorable it is and the higher the risk of the activities undertaken to use the chance. The risk will increase when the time horizon of the situation is extended. This leads to the conclusion that the chances become weaker when the situation is more unstructured and its time horizon is longer.
Situations Analyzed in the Context of Their Conscious Use by the Enterprise
The situations appear as a result of events happening in the environment. The effects of these events can be (but do not have to be) observed by the enterprise. Also, if the situation has a favorable effect, the observer can be (but does not have to be) conscious of the influence of the situation.
If the favorable situation is not observed and its effect is unrealized, it can be used fully or partially, or accidentally. The use of the situation has a random character, and, from the viewpoint of the enterprise, such a situation is categorized as a chance. If the situation is observed, however, then despite its favorable influence, it never can be certain that the enterprise will be able to use it as a whole. The use of the favorable situation by the enterprise is always only probable. Because of this, from the viewpoint of the enterprise, all favorable situations are considered as chances. We can state that a particular favorable situation was an opportunity if the enterprise used it in an effective way. Based on the previous discussion, we can formulate the following definitions:
• Opportunity is a situation appearing in the environment of the enterprise that favors the achievement of the enterprise's intended goals or desirable effects.
• Chance is a situation favorable to the achievement of the intended goals or desirable effects and will probably appear in the enterprise's environment.
Distinguishing opportunities from chances is an important issue from the point of view of agile enterprise theory. Such enterprises exist to use opportunities, but in the long run, they should also look for chances because some of them change into opportunities in time.
An example can be the vuvuzela, the instrument made from kudu horn, which has been popular among fans of soccer at South African stadiums. When in 2001, Neil van Schalkwyk (the inventor of this trumpet) manufactured 500 pieces of it, there was only a chance that the instrument would become popular among soccer's fans. The chance was turned into opportunity on May 15, 2004, when 22,000 pieces of vuvuzela were sold after the International Federation of Association Football (Fédération Internationale de Football Association [FIFA]) had decided to play the World Cup 2010 games in South Africa. From that time on, the opportunity has been used by a number of producers and sellers of vuvuzela.
THE DOMAIN OF OPPORTUNITIES AND CHANCES
The domain of opportunities and chances consists of segments of the environment in which the events creating favorable situations for the enterprise appear.
With respect to the ability to trigger events by the enterprise and create situations in the environment, the domain can be divided between macroenvironment and industry environment ( Figure 5 ). The macroenvironment includes the following segments: technological, economic, political and legal, social, and demographic. The macroenvironment influences the industry as well as enterprises within it. A single enterprise, particularly a small or medium-sized one, does not have or has limited possibilities to evoke changes, however. In contrast, according to Porter (1980) , the industry environment includes segments such as suppliers, customers, potential entrants, competitors, and substitute products. Depending on the choice of position within the industry and available assets/resources, an enterprise can successfully defend against the segmental influence (Hitt et al., 1995) or, even more, when undertaking the "blue ocean strategy" (Kim & Mauborgne, 2005) , can favorably influence the segments and in this way contribute to industry income.
TYPOLOGY OF OPPORTUNITIES
For the purpose of defining the response of the enterprise to opportunities, the following typology can be introduced.
Considering how opportunities are perceived, they can be divided into objective or subjective. Objective opportunities consist of positively assessed series of events taking place in the environment, recognized by many enterprises. In contrast, subjective opportunities are recognized by a single enterprise, or there are justified grounds that they are recognized only by a few firms. Actually this division concerns the degree of the common accessibility to the opportunities. Objective opportunities, when commonly accessible, require a quick response, implying that the enterprise is organized properly, and causes more intense competition.
Considering the awareness of the existence of opportunities, they can be divided into realized or unrealized. This division refers to the width of the opportunities strip recognized by the enterprise (Trzcieliński, 2007) . The difference in the width of the strips referring to realized and unrealized opportunities depends mostly on the disposable human resources and knowledge accumulated in the enterprise (Nonaka & Takeuchi, 1995) .
From the viewpoint of evoking favorable situations, we can distinguish situations that are either dependent on or independent of the enterprise. The dependent opportunities are those on which the enterprise has a real influence. The influence is realized by affecting the events belonging to different segments of the macroand industry environment. In the case of independent opportunities, the influence does not exist or is weak. This division of opportunities is related to the scope of execution of the main function of the enterprise, which is "rational arousal and effective satisfying of demand" for products in the enterprise's area of specialization. "Rational arousal of demand" means that the enterprise creates the needs and expectations and, at the same time, opportunities in the market, whereas "satisfying the demand" means that the enterprise is mostly focused on opportunities that exist independently of the enterprise's activities.
Considering how an enterprise takes advantage of opportunities, the opportunites can be divided into not perceived, not undertaken, or undertaken. This division refers to the morphological factors of agility (Trzcieliński, 2007) . The imperceptibility of opportunities is an effect of lack of "brightness" of the enterprise. Opportunities not undertaken confirm a lack of "resource flexibility" or "intelligence" of the enterprise. Undertaken opportunities are those which are objects of the enterprise's activities.
Because of the professionalism of an enterprise's activities, the division concerns used or squandered opportunities. Used opportunities are those which have been undertaken and to some degree exhausted. Squandered opportunities are those which have not been capitalized on.
Considering the achieving of the goal which is related to the opportunity, opportunities can be divided into those that have been finished with success or without success. In the first case, the goal is achieved at least partially. If the goal is not achieved to a satisfying degree, the opportunity is used without success.
The kinds of opportunities distinguished in the above text can be combined. For instance, objective opportunities can be realized, can be dependent on or independent of the enterprise, undertaken, used, and finished with success or without success.
OPPORTUNITY LIFE CYCLE
Opportunities are passing favorable situations appearing in the enterprise's environment. Thus, they exist for a limited time. There follow stages in the lifetime of opportunity: pre-embryonic, embryonic, birth, existence, and exhaustion ( Figure 6 ).
In the pre-embryonic stage, the opportunity is only heralded. In the case of independent opportunities, there are some symptoms in the environment that suggest an appearance of the opportunity in the future. In the case of dependent opportunities, there are some ideas in the enterprise to start activities to create some favorable situations in the environment. Using the language of "blue ocean strategy," we can talk about ideas concerning "innovating the value" (Kim & Mauborgne, 2005) .
In the embryonic stage, there are real events either in the environment or in the enterprise that will affect other events, thus creating the opportunity.
In stage of birth, the events that create the opportunity appear. The opportunity/chance can be complete or not complete, however.
The existence stage is the one in which the events creating the opportunity exist. They can be (but do not have to be) realized by the enterprise. If they are unrealized, the favorable situation may be used partially.
The stage of existence can be longer or shorter, depending on whether the opportunity is objective or subjective and on the capital that has to be invested to use it. The objective opportunities are relatively easily perceived by a great number of enterprises. Additionally, if they do not require a huge investment, then they are commonly accessible and therefore exhausted quickly. Therefore, their life cycle is short. Opportunities with a short life cycle are the basic interest of an agile enterprise.
The duration of an opportunity's life cycle depends also on the dynamic of the events in the environment. For example, the high growth of the market and loyalty of customers extend it, whereas the fast development of technology makes it shorter. Particularly in the case of a short life cycle, an agile enterprise should be able to quickly undertake all needed activities-in particular, stages of the cycle.
In the pre-embryonic stage, it is important both to define what favorable situations can be created by the enterprise (dependent opportunities) and to search for symptoms in the environment that herald the appearance of opportunities in the future (independent opportunities).
In the embryonic stage, the opportunity should be defined. It includes:
• Formulating the opportunity by matching it with intended goals or desirable effects, • Structuring the opportunity by associating it with future events (multievent opportunity), and • Assessing the disposable resources from the viewpoint of their adjustment to the opportunity.
In the birth stage, the enterprise should cause the events creating the opportunity (dependent opportunity) or should identify the events that appeared in the environment (independent opportunity) as well as state if the opportunity is complete. Also, the accessible assets/resources should be organized. This organization can depend on adjusting the structure of production subsystems, setting up task teams, buying or hiring the required resources (people, machines, etc.), or creating the virtual enterprise. If the time of these activities exceeds the time of birth of the opportunity, then the probability of full use of the opportunity decreases (the opportunity can be squandered).
In the stage of opportunity existence, the enterprise should run activities that are aimed at achieving the goals or desired effects. The partial results have to be monitored as well as the dynamics of events that create the opportunity. As a result, the necessary assets/resources may need to be reconfigured. Finally, the opportunity can be squandered or used successfully to different degrees.
In the stage of exhaustion of the opportunity, the final achieved results should be assessed, the unnecessary potential should be released, and new opportunities should be defined.
CONCLUSIONS
An agile enterprise exists to use short lifetime opportunities. The enterprise has to be bright, flexible, intelligent, and shrewd. These features of agility determine the strip of potentially available, resource available, available, and used opportunities. Opportunities and chances belong to a category of favorable situations. They differ as to the probability of a favorable situation. Probability is connected with chances. Both chances and opportunities can be searched for in macro-and industry environments. To do this intentionally as well as to shape the organization of the enterprise to be bright, flexible, intelligent, and shrewd, some knowledge about the nature of opportunities can be helpful. With this aim, the following typology of opportunities is proposed:
• Objective or subjective opportunities;
• Realized or unrealized opportunities;
• Dependent or independent opportunities; • Not perceived, not undertaken, or undertaken opportunities; • Used or squandered opportunities; and • Opportunities finished with or without success.
Opportunities last for a limited time. The following stages specify the opportunity life cycle: preembryonic, embryonic, birth, existence, and exhaustion. Each stage requires specific activities for the opportunity to be taken.
An important aspect of the theory of opportunity is the problem of creating organizational agility in the enterprise so that it can perceive and identify the events creating opportunities.
